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A few thoughts from the editor 


At the time Progress was going to press, the 1995-96 federal budget had just been released and the 
news for Ontario was not good. According to the province’s finance minister, Floyd Laughren, 
Ontario will lose roughly $3 billion in transfer funds over the next three years. That reduction will 
have a significant impact on every public sector workplace. 

The federal budget underscores the fact that restructuring what we do and the way we work 
must continue. Here at Progress, we’ve chosen to concentrate on operational issues — on changes 
that can be made at the local workplace level. 

It seems most of our readers appreciate this focus. 

Upon the release of our first issue last fall, we kept hearing it was about time a publication like 
this was produced. We received dozens of calls from as far away as Washington, D.C. However, most 
of our letters came from municipalities, reacting to our story on cooperation among public-sector 
organizations within a region. We’ve reprinted a few of the letters on the next page. 

In this issue, we’ve continued our research into restructuring. We take a look at early retire- 
ment to see if there is a “preferred way” to bring in such a program. We investigate the change 
process at TVOntario, and pay special attention to how this organization is dealing with the con- 
cerns of its middle management. 

We are particularly proud of one of our stories that showcases two union locals that have been 
instrumental in proposing ideas that save money and avoid job losses. This story underscores the 
importance of cooperation in the workplace, and demonstrates how workers are often in the best 
position to not only identify savings but to make savings. 

We hope you enjoy our second issue. Once again, we welcome your comments and we 


encourage you to share with us your own stories of change. 


Catherine Clement 
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The following 


As chair of the Sault Ste. Marie Public Administrators’ top-down structure be appropriate, All employees must 


letters from Committee, I read with interest the first edition of Progress participate and bottom-up change and leadership should 


our readers have and wanted to share with you a few of the things we’re and must become more prevalent. 


been edited for doing in Sault Ste. Marie. I do have a criticism, however, of your decision to put 


, at 
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Our committee is comprised of the administrative 
heads of the school boards, hospitals, public utilities com- 
mission, college and university ... as well as those from 
the City of Sault Ste. Marie, Michigan and Lake Superior 
State University. The committee has been in existence for 
approximately 10 years, but has just recently begun, in a 
more formal way, to do some things on a cooperative 
basis. 

Within the past year, we have formed a public pur- 
chasing consortium to formalize the purchasing coopera- 
tion between our organizations. We have also developed 
an injury/illness status report to assist us with the develop- 
ment of suitable modified work programs for our employ- 
ees. Our committee meets approximately four times per 
year and is continuing to explore other possible areas of 
cooperation, including communications and training. 

The members of our committee look forward to receiv- 
ing upcoming issues of your magazine. It should be very 
beneficial to many public-sector organizations that are now 
more than ever searching for ways to stretch their shrinking 
budgets and may need some inspiration or encouragement 
to make changes. 

Ilan P. Jackson 
Chief Administrative Officer 
Sault Ste. Marie 


Congratulations on your first issue of Progress. Your timing 
could not have been better. I read with special interest 
your article on cooperation by Mr. Commanducci. I noted 
that a form of cooperative purchasing between the Coun- 
ty of Bruce and local municipalities has just begun and 
some savings have already been identified. In this era of 
shrinking budgets, cooperation is not simply an option, 
but has become mandatory if existing political units are to 
be preserved. 

The article on empowerment of employees by Ms. 


McKay is also timely. No longer can the standard pyramid 


both the English and French versions of the publication 
on the same copy. This seems to me to be futile given the 
fact that most readers will be unilingual and somewhat 
defeats the purpose of the publication, that being to show 
savings in the public sector. It is suggested that in order to 
save money, the publication be made unilingual and that a 
database be maintained of who is to get the French or 
English version. 

Ric ha rd Beac he if 

Clerk/Treasurer 

Village of Paisley 


The French Language Services Act, requires “the English 
and French print of a publication should appear side by 
side ... or back to back” unless an exemption is granted. 
We were told it was unlikely we would be granted that 
exemption. As well, our calculations show production 
costs would be slightly higher if we created two entirely 
separate documents. 


Editor 


... Severn Hydro and the Orillia Water, Light & Power 
Commission have approved an agreement for manage- 
ment and maintenance services. The agreement will pro- 
vide for budgeting, billing, collection, line maintenance 
and engineering services to be provided by O.W.L.P. to Sev- 
ern Hydro. Severn Township Council will still own (their) 
system and make policy decisions, and the OW.L.P. will 
perform administrative duties. 

It is estimated that Severn Hydro customers will save 
$35,000 in the first year, while there will be no layofts at 
O.W.L.P 

... This is an excellent example of inter-municipal 
cooperation which still provides local autonomy. 

James B 
Chief Administrative Officer 


Township of Severn 


Vather 


Behind the Polka 


Dot Door 


‘“‘Change is here for good,”’ declares the sign in the work- 
room of TVvOntario’s Restructuring Implementation Team. 
It’s a message that’s catching on. 


C h alr g e d with delivering this mes- 


sage across TVOntario, the restructuring 


team recently completed their year-long 
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mandate. Starting in January 1994, the team 
— five employees seconded from produc- 
tion and administration departments in both 
TVO and La Chaine — oversaw TVOntario’s 


restructuring initiative. As part of CEO Peter 
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Herrndorf’s strategic plan, Goals to the Year 


2000, and in response to reductions in their 


Bom 


operating grants, Ontario’s public broad- 
caster took on the task of change with a two- 
stream approach that is looking to increase 
both revenues and efficiency. As the restruc- 
turing team discovered, successfully trans- 
forming an organization means transforming 
attitudes as well. 

Lee Robock, chief financial officer and 
director of finance and administration at 
TVOntario, uses wooden blocks to illustrate 
the importance of increasing revenues. The 
blocks, representing resources, are stacked 
in layers, with several blocks comprising 
each layer. As Robock describes how an 
organization like TVOntario can improve 
processes so that savings from one area can 
be moved to the areas that need it most, she 
removes several blocks from lower layers and 
places them on top of the tower. “The total 


amount of your resources doesn’t change, 


you’re just spending it in a different way,” 
she explains. This redistribution “allows you 
to stand still in terms of output or product,” 
but, explains Robock, there is a point at 
which “you can’t go any further.” She 
removes one more block, toppling the entire 
structure. “If you try to cut too much the 
whole thing just falls apart.” 

To prevent this, TVOntario hopes mer- 
chandising, such as stuffed versions of the 
Polka Dot Door’s Polkaroo, and a new Visa 
affinity card will increase their revenues and 
help wean them off provincial grants. Cur- 
rently, only 17 per cent of their income is 
earned with the remainder coming from the 
Ontario government. By the year 2000, 
TVOntario hopes to increase earned revy- 
enues to 40 per cent. It’s an aggressive target, 
and one they hope will improve their 
chances of survival in an environment of 
increasing competition for both viewers and 


public funding. 


B ut change that matters also looks beyond 
the balance sheet. Tackling the efficiency side 
of change, the restructuring team facilitated 
the implementation of more than 30 opera- 
tional change projects. Says restructuring 
team leader Melanie Beaumont: “If we don’t 
work better together, if we don’t focus on 
productivity, if we don’t improve our 
process, we and other organizations could 
become dinosaurs.” 

To promote this idea, the restructuring 
team used outreach workshops to increase 
communications with TVOntario staff. The 


meetings took place largely without man- 
g ) 


agers or supervisors so employees would feel 
confident about voicing their opinions, 
which is exactly what happened. Repeatedly, 
the team found that the first session with 
each department was “a dump session,” 
where people listed the things they thought 
were wrong at TVOntario. 

Once the air was cleared, people were 
ready to get down to the business of change. 
“The second session that you have with peo- 
ple is more proactive, where you talk about 
‘Well, how are you going to tackle this?,’” 
says Beaumont. Encouraged to talk about 
the changes they thought should be made 
and how they should make them, employees 
became enthusiastic. Several joined the 
“Change Gang,” a discussion group com- 
prised of permanent and contract staff as 
well as union and non-union employees that 
meets once a week on their own time to talk 
about restructuring. They helped keep the 
restructuring team in touch with the hot 
issues around reorganization and acted as a 
sounding board, offering input on those 
issues as well as change plans. 

Opening the lines of communication was 
key to the success of the change initiative. 
TVOntario was able to achieve one of its 
main objectives — getting union and man- 
agement working in cooperation — because 
“they basically opened everything up for 
scrutiny. They wanted to hear from absolutely 
everybody at every level,” says Nancy Green, 
president of the National Association of 
Broadcast Employees and Technicians 
(NABET) local at TVOntario. Because of this, 
the broadcaster was able to negotiate pro- 
gressive measures such as multi-skilling and 
a compressed work week — measures that 


produced significant cost savings. 


W ith multi-skilling, previously special- 
ized operations technicians, people who work 
in areas like lighting, camera and sound, 
were trained in more than one skill so they 
could fill in for others in a pinch. Although 
some feared multi-skilling would dilute the 
quality of their productions, TVOntario is 
happy with the resulting products. It has 
increased work scheduling flexibility and 
significantly reduced freelance costs, a previ- 
ously large expense. The compressed work 
week has introduced similar benefits. By 
switching to 10-hour days, TVOntario has 
been able to accommodate productions that 
almost invariably run over the usual eight- 
hour day and has dramatically reduced over- 
time costs as a result. Most important, rat- 
ings are up: total viewing hours for the 1994 
fall season were 27.8 per cent higher than 
during the same period in 1993. 

Says Green of the union’s willingness to 
agree to measures they might otherwise have 
been wary of: “The union understands that 
TVOntario has to be more efficient to get by. 
We see the shrinking funds, we know there 
isn’t a pot hiding somewhere with lots of 
extra money that they’re hiding from us. We 
know that they have to make these changes 
to survive. And so we have to be reasonable 
to accommodate this.” By communicating 
openly and honestly about the challenges 


facing the organization, TVOntario was able 


to make the union a partner in change, not 
an adversary. 

With middle managers, however, the 
restructuring team faced an even greater 
challenge. “You often find a great deal of 
change-readiness in the base of your organi- 
zation, people who are at the front lines, but 
middle managers seem to often perceive that 


’ 


they have the most to lose,” says Beaumont. 

This perception can stand in the way of 
progress. And because a study of recent 
years’ headlines won’t disprove it, changing 
this perception can be one of the biggest 
hurdles in a restructuring process. It’s also 
one of the most important to get over. In any 
restructuring organization, like TVOntario, 
where middle managers are responsible for 
overseeing the individual change projects, 
their cooperation is essential to making them 
a success. And after a restructuring team 
disbands, this factor —- the conversion of 
middle managers — will play a large role in 
determining how successful the organization 
is at maintaining these improvements and 
continuing to improve. 

Senior manager Roy Ireland, TVOn- 
tario’s director of broadcast operations, is a 
walking illustration of what TVOntario would 
like its middle managers to be. Ireland was 
working for the CBC in the mid-’80s when a 
period of heavy cuts forced him to give 27 


people their walking papers. Not wanting to 


“If we don’t work better together, if we 


don’t improve our process, we and other 


organizations could become dinosaurs.’ 


Melanie Beaumont, tvontario’s 
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Nancy Green, pre 
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duplicate this unpleasant experience he now 
calls his “boot camp training,” Ireland came 
into TVOntario as a manager nine years ago 
with the idea that he was going to change 
things. As a result, Ireland has been a leader 
of change. Not only has he overseen several 
recent projects that have involved savings in 
the hundreds of thousands of dollars, he has 
also used an open and communicative man- 
agement style to encourage his staff to take 
on innovations on their own. When a techni- 
cian from his department came to him com- 
plaining about the mess in the electrical field 
production storeroom, Ireland gave him total 
freedom to do something about it. Restruc- 
turing team member Jed DeCory describes 
the results: “He redesigned the whole place 
and increased the efficiency of the entire 
electrical field production workforce.” 

At lower levels of management, estab- 
lishing this new way of thinking and manag- 
ing has been more difficult. The challenge of 
creating an organization filled with managers 
like Ireland is twofold. For TVOntario’s 
restructuring team, the first challenge was to 
overcome middle management’s resistance 
to change and get them involved in the pro- 
jects. The second part of the challenge: get- 
ting middle managers to change the way they 
work with staff from the old-style “boss and 
controller” to the newer “resource and men- 
tor” approach being embraced by people 


like Ireland. 


At first, managers resisted getting involved 
in the change projects, which they viewed as 
both an added burden and potential threat 
to their jobs. Six months into the change 
mandate, however, managers began to see 
that restructuring was going to happen with 
or without their involvement, and they start- 
ed questioning why the noses of the restruc- 
turing team were stuck so deeply into their 
departments. They began to ask, “Who the 
heck are you?,” says Beaumont. 

Linda Burke, controller of finance and 
accounting at TVOntario, offers insight into 
why this happens: “Hopefully the whole 
change process will drag them in. They 
might come kicking and screaming, but I 
think they will come. And I think people 
realize when you make these kinds of 
changes it’s not as scary as you thought it 
was, and you see a lot of positive benefits, 
not only for people within your group but 
outside your group.” 

The lesson restructuring teams in any 
organization can learn from this is that there 
isn’t always a formula to follow to make peo- 
ple buy in to the necessity of change. Under- 
standing that some middle managers resist 
change because alterations to the status quo 
are perceived as threats to their security, giv- 
ing them time to see, as TVOntario did, that 
restructuring is not synonymous with slash- 
ing middle management can be the most 


effective way to convince them. 


They basically opened everything up for 


scrutiny. They wanted to hear from absolutely 


everybody au every level 


Ltd athe clack « 


probably the key thing: the communication.” 
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Burke, who was hired by TVOntario for 

her approach to managing as well as for her 
PP pune 

experience, also supports the idea of managers 
as “resource and mentor” to their employees. 
But, according to Burke, managers themselves 

> g ’ g 
“need someone constantly doing some men- 
toring and some coaching” to help them stop 

© 

being “boss and controller.” 

g 

TVOntario’s experience of the change 
process reinforces this idea. When working 


with middle managers, the restructuring 


team found that group meetings — which 
had worked so well with “front-line” 
employees — weren’t very effective. They 


found “people didn’t seem to respond to 
issues in a vital kind of way. But what we did 
notice was that any time you talked to some- 
one one on one you got all of that coming 
into play,” says Beaumont. 

Because managers were more forthcom- 
ing outside of group meetings, each member 
of the restructuring team “buddied up” with 
a “caseload” of managers, meeting with each 
individually. These meetings followed the 
pattern of the outreach groups, progressing 
from dump sessions to proactivity as the 
more intimate forum encouraged managers 
to communicate. 

At the same time, the restructuring team 
observed that the Change Gang was having 
success with a peer buddying system it had 
started to share information and methods of 
dealing with common issues. Drawing on 
these combined experiences, the restructur- 
ing team came up with the idea for Managers 
on Managing, a program pairing progressive 
managers with those having more difficulty 
adapting to change. 

Says Burke, who meets fairly regularly 
with a few managers, “The mentoring process 
reinforces new behaviours. It gives some 
guidance and you can teach people some 
tools, you can role-play situations.” With 


mentoring, a manager having difficulty 
So (= S / 


adjusting to change can ask other managers 
how they would deal with situations. “You 
can sit down with someone and say ‘Let’s 
discuss how you’re going to do that. What 
approach would you like to take? And if they 
come back and say this, how are you going to 
handle it?’ You know, you can help them 
through some of those really rough situa- 
tions of the change process,” says Burke. 

Burke is sobering, however, on the matter 
of changing people who simply don’t want to. 
“If somebody is really adamant about the fact 
they don’t think that’s the right way to go and 
they only pay lip service to it ... yow’re prob- 
ably not going to change them.” 

Bob Miller, a member of the Change 
Gang, has similar reservations about the 
possibility of changing people who just don’t 
want to change: “Despite all the pushing, 
sometimes things are actually going the 
other way,” observes Miller, noting that cer- 
tain departments may actually be experienc- 
ing “a regressive mode of management style 


rather than a progressive mode.” 


T h Ere is hope, however. Jennifer La Trobe 
of Creative Connection Consultants, one of 
a few carefully chosen change facilitators 
brought in by the restructuring team, says 
the prognosis is often better the worse the 
situation seems. She approaches change by 
looking at those areas and people within an 
organization who feel “someone should just 
take us out back and shoot us,” because 
those places, where things are worst, are 
often the most eager to change. Using the 
analogy of a bad marriage to describe this 
effect, La Trobe explains that “the people in 
sort of easy-going, boring relationships will 
never actually question it ... The ones that 
are having trouble will actually sit down and 
ask ‘What are we doing here?’” La Trobe has 
found that once people have been awakened 


to the effects they have on others and the 


“Really listening to what they’re saying tends to 


5 


- 


make people buy in to what needs to be done. 


Much more than just saying ‘This is their prob- 


lem, here’s what you need to do about it 
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Linda Burke, TVONTARIO’S CONTROLLER OF FINANCE AND ACCOUNTING 


possibility of change and its benefits, they 
are generally eager to pursue it. 

But, La Trobe warns her groups, “expect 
failure. By next Wednesday, you will fail.” 
Because change is new, says La Trobe, you 
won't necessarily be good at it right away. 
The key is to prepare for failure so that dis- 
couragement doesn’t derail the whole change 
process. 

Consultants like La Trobe can recom- 
mend practical solutions to some of the 
more difficult problems posed by a restruc- 
turing initiative. In most cases, the people in 
charge of overseeing an organization’s 
restructuring initiative are chosen for their 
willingness and wisdom but have no real 
experience in the area. Without experience, 
it is easy for setbacks to be seen as road- 
blocks instead of challenges. TVOntario’s 
example has shown that, even for experi- 
enced teams, it’s not always a bad idea to call 
in a professional, someone who has dealt 
with the situation before and knows how to 
get through it quickly and effectively. 

Calling for help is almost always better 
than giving up altogether. Even more impor- 
tant is understanding the uniqueness of your 
organization, and watching the change process 
closely as it evolves. The restructuring team 
was able to avoid wasting money on the 
wrong consultant by paying close attention 
to the people in their organization to deter- 
mine what approach would work best in 
TVOntario’s unique environment. In the same 
way, they helped their organization develop 
further change projects and come up with 
Managers on Managing. 

Unfortunately, no organization can afford 


to keep a restructuring team going indefinitely. 


And even if they could, having to maintain an 


official team would mean they had failed in 


an important area making people realize, 
as Beaumont puts it, “that change isn’t a 
thing, it’s how you do what you normally do.” 

With the initial phase of their official 
restructuring mandate over and the restruc- 


sreatest 


turing team winding down, the ¢ 
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responsibility for the continuing success of 
change rests on the shoulders of the entire 
TVOntario workforce. So far, they seem more 
than equal to the task. Managers on Managing 
is continuing and will continue for as long as 
managers can use the support and input of 
their peers. And the members of the Change 
Gang have decided to continue meeting dur- 
ing their Friday lunches even after the 
restructuring team disbands. 

Only time will tell if their efforts have 
long-term resiliency, but already there are 
reasons for optimism. Early response to the 
Visa affinity card has been positive, and some 
change projects are already showing results 
of increased efficiency and savings. But 
whatever the outcomes of their individual 
restructuring projects, TVOntario seems 
prepared to meet the future head-on. Says 
the Change Gang’s Miller: “We can’t always 
expect success. You’re going to lose on some 
fronts and you’re going to gain on others. All 


you can really do is keep trying.” 


For more information, Melanie Beaumont can 
be reached at (416) 484-2600; Jennifer La 
Trobe at (416) 767-7530. 
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When Sandra McKey first considered 
tal ng early retirement, she immediately 

ked herself, “Can I afford this?” 
After more than 29 years in the Ontario 
‘Public Service (OPS), the office manager of 
the Ministry of Finance’s Audit Services 
Branch found she was eligible to retire under 
the provincial government’s Factor 80 pro- 
gram, a temporary early retirement option 
that offers OPS employees an unreduced 
pension if their age and credited years of ser- 
vice add up to 80. 
Mckey calculated her pension income 
would be about $500 less per month than 
her working income; but considering the 
miscellaneous costs of working in downtown 
Toronto — transportation, office clothing, 
coffee, the occasional lunch — she figured 
she would come out ahead by a few dollars 
each month. 

After a brief period of anxious delibera- 
tion, she decided to take the plunge. 

“I was really scared at first,” she says. “I 
was worried about my finances, what I 
would do with myself. But then I thought, 
‘Do I really want to work another five to 10 
years?’ I knew I had made the right decision 
and the closer I got to my last day at work, 
the more at ease I felt.” 

On November 25, her co-workers gave 
her a big sendoff as she headed for Florida 
with plans to spend the winter under a hot 
sun, contemplating her future. At 50, she has 
a long future to consider, with all the pitfalls 
and opportunities that early retirement has 
to offer. 

Since it was introduced on June 1, 1993, 
more than 2,100 people in the OPS have 
taken early retirement under Factor 80. 
Another 14,500 will be eligible before the 
window closes on March 31, 2000. 

Mckey is probably at the extreme end of 
eligibility of the thousands of public-sector 


workers who are being offered early retire- 


ment packages by their employers. Most 
employers hope workers in the 55-64-year 
age bracket will accept the offers. 

The alternative, most employers and 

unions agree, may be layoffs. The time when 
a public-sector job was understood to be a 
job for life is indisputably over, as the num- 
ber and nature of jobs in government, hos- 
pitals, schools, universities and municipali- 
ties inevitably change. 
B ut most unions and employers also agree 
a properly designed early retirement program 
can be a humane and effective tool for reduc- 
ing the size of a workforce and transforming 
the structure of an organization. 

“It’s a lot better than trying to lay off a 
bunch of younger workers,” says Darcy Beggs, 
a researcher with the Canadian Union of 
Public Employees (CUPE) and a former 
member of the Pension Commission of 
Ontario. “If you just force people onto the 
street, you’re going to see people end up on 
welfare.” 

An early retirement package that com- 
bines a good cash incentive with a solid pen- 
sion plan can allow an employee to live com- 
fortably, start a business or even go back to 
school. Employees who are also offered 
financial counselling before they make their 
decisions tend to fare better — and accept 
the offers more readily — than those who are 
offered no guidance. 

Younger workers who remain will benefit 
from the programs, as opportunities for 
advancement quickly become available, unlike 
under the slow pace of attrition. 

For employers, early retirement programs 
offer the flexibility to reduce payroll costs and 
still treat their long-serving employees well. 
The programs also increase the chances that 
an employer will still have a properly func- 


tioning organization after downsizing. 
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“In the public sector, where every move 
is heavily scrutinized and publicized, volun- 
tary (retirement) is the way to go,” says Jean 
Taplin, a management consultant with People 
Tech Consulting Inc., a Toronto firm. “There 
are benefits for everyone ... like the good 
will it engenders among those departing and 
those who stay. Good relations with employ- 
ees is one of the best ways to ensure dedica- 
tion and productivity.” 

Taplin, who helped oversee the massive 
downsizing of real estate giant Olympia & 
York when it collapsed, says the human cost 
of layoffs can be ugly. Organizations that can 
afford to offer early retirement packages 
should consider themselves lucky and take 
advantage of the “luxury.” 

But there is no formula for putting 
together an early retirement program that 
can be all things to all organizations. “In the 
public sector, you have to be concerned 
about collective agreements, demographics, 
financial status; it really matters what the sit- 


b) 


uation is,” says Taplin. 

So organizations across Ontario are mak- 
ing their own ways through what is really 
uncharted territory for the public sector. 
The contents of early retirement packages 
and the way organizations are preparing for 


life with a smaller workforce reflect the great 


diversity of jobs and institutions that make 


up the public sector in this province. 


Some organizations, though, are chal- 
lenging the preconception that offering an 
early retirement package is like fishing with a 
net — cast it out, see what you get. Instead, a 
number of workplaces have taken the time 
to develop a new operations plan, and then 
strategically offered early retirement pack- 
ages to fit that plan. 

For instance, in the City of Sudbury, 
CAO Bill Rice’s plan for the amalgamation of 
specific departments and jobs was tied 
directly to the OMERS Type 7 Supplemen- 
tary Downsizing Benefit, a $200-million 
program of the Ontario Municipal Employ- 
ees Retirement Board designed to help 
employers and employees facing downsizing. 
In 1994, more than 2,700 municipal employ- 
ees across Ontario took early retirement 
under a Type 7 Supplementary plan. 

The city topped up the unreduced pen- 
sion benefits with incentives averaging nine 
months of salary. Fifteen accepted the offer, 
eight from management and seven from 
unionized positions. 

Rather than make a blanket offer to all 
the employees who qualified for the Type 7 


plan, the city “targeted some areas where a 


In the public sector, where every move is 


heavily scrutinized and publicized, voluntary 


(retirement) isthe way to go. There are 


’ ’ ” 
benefits for evervone. 


Jean Taplin, peopte recn 


downsizing would result in savings,” says 
Rice. “It’s certainly not the most pleasant 
thing I’ve had to do in my career, but at least 
I handled it myself. | brought them in and 
talked to them one on one.” No matter how 
you dress it up, a voluntary retirement pack- 
age is always shadowed by the threat of lay- 
ofts; asking employees individually to accept 
a package only aggravates the sense that they 
are being asked to leave. “I had one guy who 
was clearly disappointed. He wasn’t sure he 
could afford to take it. But I told him, 
‘That’s OK, it’s your choice. If you don’t 
want it, I'll offer it to a more junior person.’ 
He decided to take it. Now he’s happy,” says 
Rice, referring to a 53-year-old engineer 
who had worked for the city for 29 years. 
The man now has his own consulting firm 
and works whenever it pleases him. 

Rice reviewed and decided to phase out 
the inventory and purchasing department 
because the city’s larger suppliers were 
equipped to take over that work for a nomi- 
nal surcharge. And as the difference between 
a records clerk’s job and the duties of a tax 
collector became more and more blurred, 
senior positions were eliminated, people 
were retrained, the work was redistributed 
and raises were handed out to reflect every- 
one’s new duties and responsibilities. 

Rice hopes to make offers to five or six 
more people in 1995 to meet his goal of a 
five-per-cent reduction in staff levels. “You 


have to have a game plan,” he says. 


Othe rs agree that an organization needs 


a plan for the services it will offer and the oper- 
ations it will continue to perform — before set- 
ting out on an early retirement program. 

At the University of Guelph, early retire- 
ment offers coincided with the development 
of a strategic plan to amalgamate certain 


departments to eliminate overlap and dupli- 


cation. For instance, botany, horticulture 
and landscape architecture will soon be 
rolled under one administration. The strate- 
gic plan senate overseeing the project is 
composed of faculty, students and adminis- 
trators to ensure academic quality does not 
suffer — even though the university will obvi- 
ously be offering fewer courses. 

Vic Reimer, manager of compensation 
and benefits for the university’s human 
resources department, says the university’s 
early retirement program was deemed a suc- 
cess because it appealed to a group the uni- 
versity was hoping to reach: faculty mem- 
bers. Reimer says that with tenure, flexible 
working hours and little chance of making 
the same money elsewhere, faculty members 
are notoriously difficult to coax into retire- 
ment. The university initially planned to 
spend $10 million on incentives, but the 
program worked so well the administration 
went back for another $10 million. 

Don Gruber, president of CUPE Local 
1334, says the package smacked of elitism, 
rewarding well-paid professors with hefty 
incentives and giving little consideration to 
support staff. 

But Reimer Says encouraging faculty 
members — who make an average of $80,000 
a year plus benefits — with generous incen- 
tives finally paid off for the university: Of 254 


who were eligible, 77 accepted the offer. 
Another 170 support staff followed suit and 
the university saw an $18 million saving in its 


annual budget. 


Reimer says the parallel development of 


the strategic plan and the early retirement 
offers has helped develop a belief that the 
university is simply not slashing budgets to 
meet some questionable goal. He says that 
has allowed the university to develop and 


sustain a vision for itself. 


“Tt’s certainly not the most pleasant thing 


I’ve had to do in my career, but at least | 


handled it myself. I brought them in and 


talked to them one on one.” 


Bill Rice, 


SUDBURY CAO 
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Th at S important because, for employ- 


ers, one of the biggest pitfalls of voluntary 
retirement programs is often a lack of con- 
trol over who will be leaving. Organizations 
must be prepared to fill skills gaps as 
employees with years of valuable experience 
or expertise depart. Without a plan, an orga- 
nization’s structure and ability to function 
can be seriously altered. Unfortunately for 
some, a lack of time combined with fiscal 
pressures mean organizations may have to 
gamble on an “anyone-who’s-willing” approach 
and risk losing valuable people. 

Jeff Malpass, assistant city clerk for the 
City of London, says that’s just the risk you 
have to take. His city offered an early retire- 
ment incentive package last year to employ- 
ees over 50 years of age who qualified for the 
OMERS Type 7 plan. The city offered a finan- 
cial bonus equal to two per cent of an 
employee’s salary for each year of service to 
a maximum of $25,000. One hundred and 
twenty people accepted the offer, 30 of whom 
had to be replaced. 

“We lost some good people in key posi- 
tions,” says Malpass. “But you have to look 
at the big picture.” Malpass argues that a 
blanket offer is fairer to employees and, 
when downsizing has to be done on such a 
large scale, essential to the employer. After 
all, the purpose of offering incentives is to 
reduce the size of the workforce quickly. 

He says that through minor redistribu- 
tions of the workload, services have not suf- 
fered from the five-per-cent reduction in 
staff and the city has hit its targeted budget 


cut of $5 million. 


But Marianna Grube, president of CUPE 
Local 101 which represents about 662 employ- 
ees at city hall, says the city’s hit-or-miss 
approach to downsizing has been met with 
mixed reviews from people on the front 
lines. She says the early retirement program 
was successful in eliminating a lot of dupli- 
cation and overlapping in middle manage- 
ment positions — most of them inherited by 
the city when it annexed several surrounding 
townships on January 1, 1993. And it has 
opened doors for young people trying to 
move up. But for staff members in their for- 
ties and early fifties, those who were not eli- 
gible for the OMERS plan, it has created a 
very stressful environment. 

“They know they’re going to have to fill 
in for the people who left. So they’re asking, 
‘What’s going to happen to us now? Am | 
going to do the same job, or am | going to 
have to do something new?’” Grube says. 
“No one has planned this. How do you fill in 
the gaps?” 

Grube says the financial figures have dri- 
ven the entire program, leaving the city’s 
administration in “fragments, here and there, 


with no forethought.” 


S | mM | arly at Ontario Hydro, a $35- 


billion debt, new technology, consumer 
demands for lower electricity costs and a 
lower-than-projected demand for power 
have set the agenda for the giant Crown- 
owned utility. Through early retirements and 
buyouts, Hydro has cut its staff by about a 


third over the past few years. 


John Murphy, president of the Power 
Workers’ Union (CUPE Local 1000) which 
represents about 15,000 workers at Ontario 
Hydro, says no one can deny that the place 
needed restructuring. “We’ve had 10,000 job 
cuts across Hydro in recent years, most 
heavily in the PWU ranks,” says Murphy, who 
also sits on the utility’s board of directors. 
“But we’re not opposed to downsizing as 
long as it’s done in a humane way.” 

PWU supported two early retirement 
packages in 1992 and 1993 that included cash 
incentives based on credited years of service. 
To get the numbers it needed — a $115 mil- 
lion reduction in operations, maintenance 
and administration costs in 1993 — Hydro 
also offered a voluntary separation program 
that included a lump sum payment for work- 
ers who didn’t qualify for early retirement. A 
collective agreement guarantees job security 
until March 1996. The entire process cost 
Hydro more than $1 billion in 1993. Murphy 
saw those offers as good deals for employees 
whose jobs had become redundant due to 
automation and the elimination of certain 
operations. 

But the union has warned that staff cuts 


have been happening too fast and has been 


critical of a recent plan to eliminate another 
2,400 jobs through similar proposals that 
would cost about $238 million. Murphy says 
no thought has been given to the detrimen- 
tal effects the staff reductions could have on 
entire departments. “There is no strategic 
plan at Ontario Hydro for downsizing; there 
doesn’t seem to be an overall plan,” he says. 
“This downsizing effort is driven exclusively 
by budget reductions, a total dollar figure. 
That gets translated into cuts in numbers 
across the board.” 

Ontario Hydro’s finance and benefits 
manager, Marty Moorthy, confirms that the 
early retirement packages and buyouts were 
offered to anyone who was eligible. “You 
have to remember we were in the middle of 
massive cuts. It didn’t matter who took it 
(the early retirement offer),” he says. 

Murphy says that’s “a shame” because 
planning for future staffing needs is some- 
thing the Crown corporation used to do as 
well if not better than anyone. “There was 
always good management as far as successor 
planning; there were always good strategic 
plans and a constant, even flow of the work- 
force,” he says. “But now there’s a frenzy to 


restructure.” He says that resulted in several 


“There was always good management as far 


as successor planning; there were always 


S 


cood strategic plans and a constant, even 


flow of the workforce. But now there’s a 


frenzy to restructure.” 


John Murphy, POWER WORKERS’ UNION 


instances where people had to be hired back 
on contract, partially undermining the cost- 
cutting initiative. Striking a balance between 


offering a good package to employees and 


g 
recognizing the abilities and weaknesses of 
the workforce is the key to implementing a 


proper program. 


The stark differences between the four 
workplace scenarios described above help 
illustrate the fact that organizations are truly 
on their own when it comes to reducing costs 
through early retirement incentives. It would 
be difficult to apply even the relatively suc- 
cessful programs of Sudbury and the Univer- 
sity of Guelph to another city or university. 
Workplaces are as complex and idiosyncratic 
as the individuals that work there. 

But the common thread of wisdom in 
each scenario is that, whenever possible, 
public sector employers should plan early 
retirement programs in a way that is sensi- 
tive to the future operational needs of their 
organizations. 

“Early retirement need not be disrup- 
tive,” says CUPF’s Beggs. “People are retiring 
all the time, one way or the other. It shouldn’t 
have to be disruptive. There are things that 
obviously must be done, but if manage- 
ment’s not preparing people, if there aren’t 
people to do the jobs, if the training’s not 
happening, then there will be disruption. 


But it should be a planned event.” 


For more information, call Jean Taplin at (416) 
596-8008; Bill Rice at (705) 674-3141; Vic 
Reimer at (519) 824-4120; Jeff Malpass at (519) 
661-8482; Marianna Grube at (519) 432-6695; 
the Power Workers’ Union at (416) 481-4491. 


Helping to Change 
Workplace 


To help public sector organizations adjust 
the skills of their workforces to meet chang- 
ing needs, the Ontario government recently 
introduced the Training for Workplace Inno- 
vation program. 

The three-year program is designed to 
assist workplaces undergoing restructuring by 
providing support for training that leads to 
redeployment or to improved service delivery. 

The program may benefit organizations 
that are implementing early retirement plans. 

Finance Minister Floyd Laughren says 
“it’s not uncommon for organizations reduc- 
ing the size of their workforce to encounter 
a skills shortage in the workforce that 
remains. When a workplace closes down a 
department it may need to retrain some 
workers to fit into other departments. Or 
the organization may need to enhance 
employees’ skills so they can replace experi- 
enced workers who have taken early retire- 
ment. This program will provide support for 
the costs associated with redeployment or 
with upgrading to ensure the level of services 
is maintained or improved.” 

The Training for Workplace Innovation 
program will also provide support for 


employees laid off as a result of restructuring. 


To be eligible for funding, organizations 
must be a provincial transfer payment agency 
and must be participating in their sector job 
registry and supporting their sector panel. 

Another condition of funding focuses on 
process. “We want to encourage employee- 
employer partnerships in restructuring,” 
says Laughren. “So in order to receive fund- 
ing, proposals must be submitted by joint 
employee-employer workplace or commu- 
nity committees. We believe this is the most 
effective way to ensure that everyone has a 


say in how change is made.” 


For more information on the Training for 
Workplace Innovation program, contact the 
Public Sector Labour Market and Productiv- 


ity Commission at (416) 325-0888. 
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| I) the sink or swim scenario of tough eco- 
nomic times, it’s not unusual for employers 
and employees to forget they have a mutually 
dependent relationship. Most often, the sur- 
vival instinct in employers manifests itself in 
cost-cutting measures, while in unions the 
instinct is to save jobs. Although these can 
appear to be competing goals, two Canadian 
Union of Public Employees (CUPE) locals 
have proven it’s possible to satisfy both 
instincts — if you work together. 

For the Hamilton Board of Education 
and CUPE Local 1344, working together wasn’t 
always the norm. As recently as the winter of 
1992 they were anything but partners, 
embroiled in a bitter strike that ended with 
the union winning a “no layoff” clause as 
part of a new collective agreement. As a 
result, when the board later faced funding 
cutbacks, it was at a loss for how to come up 
with the necessary savings. 

That is, until the union stepped in with a 
cost-cutting plan of its own. Instead of con- 
tracting out routine maintenance and 
repairs, suggested CURES why not try cons 
tracting in” those services? “We had discov- 
ered,” says Gerry McDonnell, the local’s 
vice president, “we could probably save 
about $540,000 of the taxpayers’ money if we 
could do the routine repairs ourselves.” The 
union managed to persuade the board that 
there was no reason to call in plumbers or 
electricians to do repairs that caretakers 
could do for less money. 

To prepare the caretakers for their new 
responsibilities, the union and the board 
jointly set up a training course to upgrade 
their skills. A curriculum of 20 hours of the- 
oretical and hands-on instruction was devel- 
oped. Approximately one year into the 
process, 200 people have been trained and 
are now doing the routine electrical and 
plumbing repairs that used to be done by 


outside contractors. 


With more training, McDonnell says, the 
caretakers could do even “more sophisticated 
repair jobs, such as repairing and calibrat- 
ing thermostats,” for even greater savings. 
Although he and Don Goodridge, the board’s 
director of education, both agree there are 
some very specialized jobs the caretakers 
can’t do, Goodridge supports additional 
training, and the board has committed to 
scheduling more for the future. 

The plan coincides with Goodridge’s 
own ideas for the future of the board. Saving 
money and improving relations with the 
union were two of his top priorities when he 
was hired. By working with the union on 
contracting in, the board has succeeded on 
both counts. 

McDonnell attributes much of this suc- 
cess to Goodridge’s willingness to focus on 
finding solutions rather than perpetuating 
problems. Goodridge himself feels significant 
progress has been made in eliminating the 
old confrontational union-management 
model, but he feels there’s still work to be 
done. “I have to keep working with our mid- 
dle management to get them to understand 
that it is not a question of the union taking 
more and more authority, it swa question of 
what’s in the interest of our ratepayers.” 

So far, the ratepayers have no reason to 
complain. Says Jim Riley, the board’s main- 
tenance manager, “The quality of work per- 
formed by the custodians is every bit as good 


as that done by the outside contractors.” 


“It is not a question of the union taking 


Another indication of the plan’s success 
is the board’s recent decision to hire six new 
caretakers to replace those who have upgraded 
their skills and moved on to more sophisti- 
cated repair jobs. The savings are there and 
employee morale is high — a dramatic turn- 
around for a workplace that had employees 
and employer staring each other down a 
short time ago. 

The success of Hamilton is not an isolated 
incident. The case of CUPE Local 2544 and 
the Peel Board of Education is another good 
example of what can happen when unions 
lead the way into efficiencied and savings. 

A couple of years ago, the Peel Board was 
facing the same kinds of fiscal restraints that 
had made the Hamilton Board view contract- 
ing out as a sure-fire cost-cutting measure. 
Peel began taking tenders for contracting out 
its custodial and maintenance services. 

When CUPE Local 2544 learned the 
board was considering contracting out, it 
decided to do something about it. Estimat- 
ing 150 members might lose their jobs if a 
private company took over custodial ser- 
vices, Local 2544 chose not to take the con- 
frontational stance one might expect of a 
union in that situation. Instead, the union 
did a novel thing: it bid on the job just like a 
contractor would — and won. 

The union examined the way custodial 
services were performed at the board’s 178 
elementary and high schools and came up 


with a restructuring proposal that would not 
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more and more authority, it’s a question of 


what’s in the interest of our ratepayers.” 


Don Goodridge, DIRECTOR OF EDUCATION 


only produce efficiencies, but would also 
match the savings being promised by one of 
the private contractors. Paul Jordison, 
CUPE’s national representative, says one of 
the benefits the union promised the board 
was that “by sticking with your own staff, not 
just union, but management, and giving 
them the opportunity to work together 
through a joint process, you know the peo- 
ple you’re working with, you know their 
commitment to the system, and every cent 
saved is a cent saved for the public and the 
taxpayer.” The board decided the union’s 
proposal was worth looking into, and a joint 
union-management team was set up to final- 
ize the details of the plan. 

A consultation process was established 
that saw the union-management team meet- 
ing with and getting input from “every sin- 
gle person in the system.” This process pro- 
duced an agreed-upon level of cleanliness 
and identified several cleaning tasks that 
could be done in less time while maintaining 
that level. The working hours saved by the 
process meant custodians could be rede- 
ployed to 12 of the board’s schools that were 
using outside contractors. By the end of the 
consultation process, a plan had been 
worked out that would guarantee a consis- 
tent level of cleanliness at all schools, consis- 
tent workloads for custodians, and no layoffs 


all at savings of $1 million a year. 


Although it required some adjustment 
on the parts of both the schools and the 
union members, Peter Torchia, Local 2544’s 
president, says overall support for the plan 
now “seems to be very strong. But no doubt 
about it, in a large group like this you will 
have a handful of members who complain ... 
however we understand the voice of our 
members and they seem to support the idea.” 

One of the keys to the success of this ini- 
tiative lies in how seriously Local 2544 takes 
its new role of service supplier. As part of its 
contract with the Peel Board, it has guaran- 
teed same-day replacement of absent staff 
and no drop in service levels — a demonstra- 
tion of commitment one might expect a pri- 
vate-sector company to extend to its clients. 

Unlike a private company, however, 
Jordison explains that with contracting in 
there are no hidden costs. Initially, says 
Jordison, “any operation that hasn’t occa- 
sionally looked to its structure and done 
some efficiency reorganization will see some 
savings” by contracting out. But there is 
always the chance a contractor’s overhead, 
insurance and profit margins will make it less 
cost-effective over time. And, once they’ve 
taken over the equipment needed to do the 
job, “if you want to get back into it, you pay 
an arm and a leg.” 

There’s another advantage to working 


with a union instead of a contractor that 


“By sticking with your own staff, not just union, but manage- 
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ment, and giving them the opportunity to work together 


through a joint process, you know the people you’re working 
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with, you know their commitment to the system, and every 


cent saved is a cent saved for the public and the taxpayer.” 


Paul Jordison, nationat REPRESENTATIVE, CUPE 


isn’t measured in dollars. While a private 
company eyes the bottom line, the loyalty of 
the board’s custodial staff means some 
“wouldn’t think twice about coming in at 5 
a.m. to make sure everything is perfect,” 
says Sandra Birthelmer, the board’s execu- 
tive superintendent of field services. Says 
Birthelmer: “You can buy services from any- 
body, but you can’t buy loyalty from anybody, 
you can’t buy good will and you can’t buy 
pride,” factors that go a long way towards 
ensuring a high standard of service. “When 
they take you around and show you their 
school, you can see the pride. You can’t put 
a price on that.” 

It may not be possible to put a price on 
all the benefits to be gained from unions 
leading the way into new styles of work, but 
they are clear nonetheless. Local 1344 has 
begun the job of retrofitting lighting ballasts 
in the Hamilton Board’s schools and is 
eager to continue. It’s a job supported by 
Goodridge and one which, if given the green 
light, would result in hydro savings of close 
to $1 million a year. And now that their ini- 
tial plan for savings has been realized, Local 
3544 is looking to implement conservation 
measures for even more, long-term savings. 
By contracting in instead of out, the school 
boards may actually surpass their savings 
goals. And the union locals have protected 
the jobs of their members. Neither of these 
things would have been possible if the locals 
hadn’t taken the initiative to try something 
different and succeeded in getting manage- 
ment to discuss their options from a cooper- 
ative rather than confrontational perspec- 
tive. Any workplace could benefit from this 
approach, says McDonnell. “It has been 
working in Hamilton. And if it is working 


here, it should be working anywhere.” 


For more information, Gerry McDonnell can be 
reached at (905) 544-7733; Peter Torchia at 
(905) 378-0617. 


Sometimes, making a mistake is the best 


way to learn how to do things properly. 
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W h EN the University of Toronto decided in 1993 to 
close the undergraduate program in the faculty of forestry, 
the bitterness that developed between students, faculty 
members and administrators left an indelible mark on the 
university’s landscape. 

Then-dean Rod Carrow recalls a sense of bewilder- 
ment at the time, as the university’s provost, Joan Foley, 
battered the program’s defenders with the argument that, 
somehow, she had to cut 10 per cent from the university’s 
budget over the next five years. 

Carrow says the spotlight fell upon the forestry pro- 
gram because, unlike other programs with small enroll- 
ment figures, its numbers could not be hidden amid larg- 
er faculty statistics. Though he concedes there may have 
been some justification for cutting it — enrollment levels 
had been dropping, reaching a low of 80 in 1989 — the 
closed-door method that was used only aggravated the 
resentment and the “who’s next” atmosphere across the 
campus. ~ 

“There was no consideration given to other programs; 
no criteria or standards to make these decisions — with 
the single exception of a dollar figure,” he says. And worst 
of all, “no university-wide process of consultation.” 

Instead, after rejecting several plans to boost enroll- 
ment, the debate over the program’s survival moved to the 
university’s governing council where its fate was decided. 

“It was a very difficult debate,” says Carrow, “partly 
because it seemed to be driven by budget considerations. 
The provost said it would save $500,000; we saw $300,000. 
Even if she were right, with cuts projected at $60 million, 


we saw this as tokenism.” 


sre Closed Doors 


Gareth Spanglet, president of the university’s Students’ 
Administrative Council that represents about 33,000 
undergraduate students, says the forestry scenario has “left 
a lot of people wondering if their program is next on the 
block.” “Everybody recognizes the need to restructure,” 


he says. “But there are better ways than others; the case of 


forestry is an example of how not to do it.” 


The administration apparently agrees. In an interview 
with University of Toronto Magazine, provost Adel Sedra 
— who took over the position in July 1993 — said, “We will 
never again close a program the way we closed forestry ... 
Are we going to be closing more programs? Yes. But hope- 


fully the lessons learned from forestry will result in a 


process that involves much less agony.” 


Together with vice-provost Carolyn J. Tuohy, Sedra 
organized a retreat that summer on the shore of Lake 


Couchiching, just outside Orillia, with the deans and 


principals of the university. 


“They decided that they did not want to have a grand 


committee to decide the future of programs and depart- 
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ments; they did not want some politburo,’ 


“They wanted a framework that would draw upon best 
practices, then leave the implementation to the academic 
divisions (arts and sciences, medicine, business, etc.).” 
The result was Planning for 2000: A Provostial White 
Paper on University Objectives. Published as a special edi- 
tion of The Bulletin, a university newspaper, the intro- 
duction reads: “This paper is being published in draft 
form in the hope of engaging the broader University com- 
munity in discussion and debate which will no doubt 
result in further revisions. This is entirely in keeping with 


the type of planning process we have chosen: interactive, 


iterative and broadly consultative.” 


“Everybody rec ognizes the need to restructure. 
But there are better ways than others: the case 


of forestry is an example of how not to do it.” 


Gareth Spanglet, PRESIDENT OF STUDENTS’ ADMINISTRATIVE COUNCIL 


says Tuohy. 


Essentially, the document lays out in broad terms a 
vision for the university’s development under the spectre of 
fiscal restraint. It was developed from papers published ear- 
lier on subjects such as enrollment balance and merit pay. 

Under the heading, “Restructuring Our Areas of 
Study,” the White Paper makes explicit the criteria for 
cutting or increasing funding for programs. For instance, 
a program must be “in demand by excellent students” and 
must be among the best of similar programs in Canada. 
That section of the draft document has already been 
approved by the university’s academic board and govern- 
ing council. 

Tuohy says, “All we did was set out a threshold for con- 
tinuing programs. In forestry’s case, we used the same cri- 
teria for deciding to shut it down. But the perception was 
that it was an arbitrarily selected target. But if it’s not in 
demand, a program will be closed. The curriculum is not 
frozen in time; there will be changes. We are providing a 
consistent set of criteria to make the decision.” 

She adds, “This document is like an open parenthesis. 
It is still not finished.” A final version is expected this 
summer. 

Carrow says that, although there are “a lot of ambigu- 
ities,” he welcomes the White Paper and says it goes 
beyond paying lip service to the need for responsible 
change. By making the policy of change public and open 
to discussion and criticism, the document will help make 
the planning process credible and accountable. 

But Spanglet remains skeptical about the document 
and the sincerity of the university’s number crunchers. He 
cites, for instance, the administration’s reluctance to pro- 
vide up-to-date financial information to students. He 
doubts there will ever be a final draft of the White Paper. 

“I know president (Robert) Prichard and the provost 
have a definite vision for the university,” he says. “It would 
be nice of them to share it once in a while and be open to 


other points of view.” 


For more information, contact Rod Carrow at (416) 978- 
0142; Gareth Spanglet at (416) 978-4911; and Carolyn 
J. Tuohy at (416) 978-2181. 
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For Louise Chenier, the sight of dozens of vacant desks 
assures her that her employees are hard at work. 

The chief of finance and administration at Revenue 
Canada’s North York office heads a department of auditors 
who spend most of their working time out in the field with 
clients. 


That has given the federal government some elbow 


the deconstruction of an office 


room to save money. 

For the past few months, the nomadic work habits of 
the auditors in Chenier’s office have been monitored by 
space management consultants from BOSTI, a firm from 
Buffalo, N.Y. BOSTI was hired to develop a more efficient 
use of the nine floors occupied by Revenue Canada at 
5001 Yonge St. 

Most of BOSTI’s clients have been large private-sector 
firms like IBM and Xerox. But it was BOSTI’s reengineer- 
ing of the Chicago office of giant accounting firm Ernst & 
Young that caught the Canadian government’s eye. BOSTI 
president Michael Brill and his associates developed a 
“hotelling” system for the firm, whereby employees 
would call ahead and reserve an office or workspace when 
it was required — much in the same way one would 
reserve a hotel room. Under a hotelling system, an audi- 
tor or any other travelling employee is assigned a desk 


where he or she can hook up a laptop computer. Tele- 


phone transfer technology allows for direct calling. The 
result: a drastic reduction in the need for costly office space. 

It was actually Louise Bonnel, a Toronto-division man- 
ager for Public Works and Government Services Canada, 
who was introduced to the concept at a corporate real estate 
conference. She hired Brill and his people on behalf of the 
Revenue Canada office across the street. 

Bonnel hopes the office redesign will allow her to move 
the 180 people currently in the GST office down the street 
into the Revenue Canada building with its 650 people. The 
move is expected to save $5-7 million over three years. She 
says she hopes to introduce the concept to offices in Scarbor- 
ough, Mississauga and downtown Toronto as well. 

Ellen Keable, the BOSTI consultant who led the project, 
says the concept which is so familiar in the private sector 
can be effectively applied to public-sector offices as well — 
at least in theory; the problem lay in selling the idea to the 
government auditors. “The private sector is not very demo- 
cratic,” Keable says. “If management tells you we’re gonna 
hotel, we hotel. In the public sector, they said ‘Whoa! Our 
work is different.’” For one thing, when a private sector 
auditor visits a client, it’s because he has been invited. Rev- 
enue Canada auditors aren’t always welcome, so “their 
offices are a haven, a place to recharge their batteries,” she 
explains. “My firm can’t do its job well without coopera- 
tion. We were getting resistance from people empowered to 
voice their opinion.” 

The BOSTI consultants had originally organized group 
meetings to explain the project, but eventually scrapped the 
approach in favour of three town hall meetings where peo- 
ple were encouraged to ask questions out loud. The 
employees’ questions covered everything from how the tele- 
phone system would have to be reorganized to why the fed- 
eral government had hired an American consulting firm to 
government was 


gs 
obligated to use an open bidding system; BOSTI was the 


oversee the project. (Under NAFTA, the 


obvious choice.) 
Keable says using a “town hall approach was a very 
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astute move on management’s part. Instead of resisting the 
resistance, they said, ‘Let’s 


get the right information out 


there. Let’s get the feedback.’ That’s quite progressive. 


Users need to be informed. If they don’t understand it, they 
will sabotage it or not make proper use of it later.” 

Chenier says she understands the initial rejection of 
hotelling. “You have to remember that these are profession- 
al accountants. They felt we were taking away from their 
status as professionals.” Some employees complained, “first 
you froze our salaries. Now you’re going to take away my 
office.” 

But Chenier and Bonnel agree that, ironically, appealing 
to their sense of professionalism sold them on the idea. 
“They saw that their colleagues in the private sector — at 
large accounting firms like Ernst & Young and Deloitte and 
Touche — were doing it. Professional pride kicked in and it 
seemed like the right thing to do, the fiscally responsible 
thing to do,” explains Bonnel. 

The auditors knew the government was in a mode of 
fiscal restraint — Public Works has a mandate to reduce 
accommodation space by 10 per cent over the next few years 
— and, as Bonnel says, “at least this involves the restructur- 
ing of inanimate space, not the elimination of people.” 

Chenier received BOSTI’s report at the end of January 
and says the floor plan will be implemented by June — Sep- 
tember at the latest. 

The Management Board Secretariat (MBS) of the 
Ontario government will be watching the project very close- 
ly. MBS is starting joint ventures with Public Works and 
hopes to learn what it can about hotelling and other office- 


space concepts. 


For more information, contact Louise Bonnel at (416) 512- 
5907; Louise Chenier at (416) 512-4003; or Ellen Keable at 
COCs = LAO; 


A Place of Their Own 


Ralph Cryer recounts one of his favourite 
episodes in nine years as, officially, the care- 
taker of Limbrick Place, a 126-unit public 
housing project in Thunder Bay. 

“There was this one bad character. We 
had some words — he even threatened me 
once. But I never took our argument out on 
his kids. I treated them square, just like I 
treat all the other kids. Anyway, at Christmas 
he sent his kids over with a card — ‘cause he 
was too proud to come himself. In it he 
thanked me for being so good to his kids. 
We met up a few days later and shook hands. 
...Children are really good. You can get to a 
lot of parents through their kids.” 

It has been Cryer’s work with the chil- 
dren and parents of Limbrick Place that has 
transformed it from a decaying housing pro- 
ject into a vibrant and closely knit commu- 
nity — saving thousands of dollars in a com- 
munity where one of the biggest problems is 
a shortage of money and resources. 

When Cryer first started his job in 
December 1986, there was graffiti all over 
the walls of the row housing, a lot of struc- 
tural damage and trash scattered all over the 
grounds. That first year, Cryer had to replace 
or repair 144 interior doors that had been 
kicked in or knocked off their hinges. 

Realizing that bored children tend to get 
into trouble, Cryer built a basketball court 
with some old material and hoops he bought 
with his own money at a nearby Canadian 
Tire store. “But I told them,” he says, trying 
to sound stern, “if you wreck it, I'll take it 
down. You know I’m a man of my word and 
I'll do it.” That court lasted six years. 

It was eventually replaced with a larger 


one. “They’ve earned it,” says Cryer. The 


court is their reward for taking pride in their 
community, for doing what they can to keep 
it clean — he encourages kids to pick up trash 
on the grounds and to reproach anyone who 
litters — and in good shape. So is the movie 
house/homework room/community centre 
that Cryer built out of an old workshop. And 
so are the barbecues and weekend outings 
that he regularly organizes for the kids. 
Cryer’s efforts earned him an Amethyst 
Award in 1994, a recognition from the Ontario 
government for outstanding public service. 
Ironically, Cryer was discouraged by 
housing officials at first for organizing activi- 
ties that obviously fell outside his job descrip- 
tion. “I got resistance. I sort of ignored it, 
though — I had to, I live here.” Cryer cred- 
its Kent Clark, head of the Thunder Bay and 
District Housing Authority, for eventually 
turning around the bureaucratic way of 
thinking and granting him the freedom and 
support the previous director denied him. 
“He shouldn’t be so quick to give out 


” 


praise,” says Clark, who started his job five 
years ago. “We simply jumped on the band- 
wagon to help him.” 

Clark says Limbrick Place is definitely 
the jewel of the 14 housing projects he over- 
sees. He has tried to reproduce its success in 
other projects, but with limited outcomes. 
“He (Cryer) is an individual,” he says. “And 
it’s kind of hard to clone individuals.” 

Clark says that in a community that size, 
one might expect at least one broken win- 
dow every week. On Devil’s Night, the night 
of mischief before Halloween, it was not 
uncommon to find $2,000 to $5,000 of dam- 
age the next day. Since Cryer and the kids 
started patrolling the community every 
Devil’s Night for the past six years, not a sin- 
gle act of vandalism has been reported. 

“Now, you can continually improve the 
project instead of simply maintaining the 


status quo. There’s no doubt that money not 


spent to repair vandalism can be put back 
into the community to improve it,” says 
Clark. “He’s trying to involve the tenants so 
there’s a sense of ownership; that’s what has 
happened.” 

Clark remains in awe of Cryer. “It’s hard 
to describe what he does. You have to see 
him with people. He works hard at promot- 
ing their own independence. ... Even with 
the toughest of kids, he won’t quit on 
them.” 

Steve Geravelis was one of those “tough” 
kids, and was once even barred from the 
property. Years ago, he fell three credits short 
of getting his high school diploma. Cryer 
convinced him to go back to school and, in 
1992, he graduated. Now 25, Geravelis vol- 
unteers with Cryer, helping him organize 
activities for the kids. 

“Since he came, it’s been a hell of a lot 
better around here,” Geravelis says. “He’s 
more than a caretaker. The kids call him 
‘Uncle Ralph.” 


For more information, contact Ralph Cryer at 


(807) 577-5143; Kent Clark at (807) 346-7486. 


“Uncle Ralph” (2nd from left) 


gives the kids at Limbrick Place a few 


basketball tips 


The Paperless Office 


The paperless office may still be a thing of the 
future, but one member of Ontario’s Public 
Service is doing her part to make it a reality. 

Daisy Ng of the Legal Services Branch of 
the Ministry of Municipal Affairs has used 
computers to change the way her office 
works — and has boosted productivity and 
efficiency as a result. 

Although she didn’ t start out, as 4 
puter whiz, by going bey : 
duties, Ng has managed to save 
time and money without hiring expensive 
consultants. 

“One thing I think was really good about 
Daisy was that she did it on her own initia- 
tive,” says Elaine Ross, a solicitor in the Legal 
Services Branch who has worked closely with 
Daisy. “ 


time and effort into this because she thought 


She put a lot of her own personal 


it would help her do her job better and it 
helped the rest of us as a result.” 

Ng is a recent Amethyst Award winner. 
The Amethyst Awards, given annually to 
Ontario Public Service employees, recognize 
outstanding contributions to the public service, 
contributions like the innovative ways Ng 
has used computers to streamline her office. 

For Ng, the inspiration to innovate came 
not from the possibility of recognition but 
from a desire to always “work things in the 
most efficient way.” 

“The computer is a very expensive piece 
of equipment and some people use it as a 
typewriter,” says Ng, a legal secretary. She 


realized a few vears ag 


go that computers 


could do a lot more than simple word-pro- 


cessing — there was a lot of untappe 


tial in the machines sittir 
desks. So ae used her ‘Sr 


through binders for the location of a single 
file. Now it takes a minute. And time-con- 
suming hunts for mis-filed items have been 
eliminated. Ng accomplished this by design- 
ing a computerized tracking system that 
stores the status and locations of files and 
lets staff look them up from their own work- 
station using a simple key-word search. 

Ng also noticed that typographical errors 
and revisions often kept people in her 
branch typing and retyping a single form for 
up to half a day. She decided to replace her 
branch’s frequently used forms with macros, 
computer files that store the information 
found on forms so they can be used repeat- 
edly. Ng used WordPerfect to create macros 
that prompt staff to input the information 
they used to type onto the form. Once com- 
plete, the information is merged with a 
blank copy of the form, which can then be 
printed just like the old ones. The differ- 
ence, though, is that staff can now make 
revisions right on the screen and can correct 
typographical errors with a single tap of the 


delete key. 


hours a week. It’s 's one of those 


uld | ertainly save 


small increments makes} yo 
easy, a little more convenie 

It’s also a 
adapted to make fe 
legal branches, or any branch with similar 
filing and form requirements. And any branch 
could use the benefit of improved customer 
service that Ng’s office has experienced as a 
result of being able to find files and process 
forms more quickly. 

Anyone can make better use of their 
computer system. You just need to start by 
looking at your office to see what areas can 
be adapted to technology. Ng has shown that 
you don’t need to start out as an expert; even 
a seemingly simple thing like replacing paper 
forms with computer macros can be a big 
boost in productivity and savings and 
requires no more knowledge than what you 


can get out of your WordPerfect manual. 


For information on macros, look under Macros- 
define and Macros-create, in your WordPerfect for 
DOS manual. In WordPerfect for Windows, look 
under Macros-commands explained and Macros- 


recording. 


Grabbing the Paper Tiger by the Tail 


A common complaint about the public sector 
is that it seems to spend $20 to ensure that 
every dollar is properly accounted for. A 
lengthy paper trail of requisition forms, 
expense charts and receipts tracks every 
purchase made with money handed over so 
grudgingly by taxpayers. 

But a simple piece of plastic can help 
eliminate much of the paper and the time 
and effort needed to process it. 

As part of the City of Waterloo’s Contin- 
uous Improvement program, the purchasing 
and accounts payable department was asked 
to streamline its operations. Purchasing 
ofhcer Doug Smith says his team set its sights 
on the piles of purchase orders and invoices 
that regularly built up in his department. A 
random sampling of invoices revealed that 
just 2.3 per cent accounted for 96 per cent of 
the money spent. That meant the bulk of the 
paperwork — about 30,000 invoices a year — 
was being generated by only four per cent of 
expenditures. Smith felt there had to be a 
better way to spend the working day. 

His team came up with the idea of the 
field card, an ID card with the name, photo- 
graph and employee number of city employ- 
ees with purchasing authority. The city hired 
a Mississauga firm, DataCard Canada Inc., to 
produce the cards and issued them to 110 of 
the city’s 610 employees. The cards have a 
purchasing limit of $500 and are accepted by 
about 130 local merchants and suppliers who 
have agreed to participate in the venture. To 


make a purchase, a city employee simply 


shows his card and provides the merchant 
with a secret account number. The bill then 
goes directly to the city. 

Smith says the simplified process has 
saved hundreds of work days in his depart- 
ment. And merchants are so pleased with 
the idea — bills can be paid within a week — 
that many have offered discounts to card 
users, saving the city about $32,000 in 1994. 

Smith says the cards have been “a little 
perk for employees,” a release from the 
drudgery of having to process thousands of 
trivial requisition forms and receipts. The 
cards have also given employees a new sense 
of empowerment. “Here the manager is say- 
ing, ‘I trust this employee, he’s responsible,” 
says Smith. 

But Smith concedes, “You can’t just be 
honest; you must maintain the perception of 
honesty.” In fact, the cards increase account- 
ability because the new system provides a 
detailed monthly expenditure list that man- 
agers can check easily. “Which is easier,” 
asks Smith, “plowing through a messy pile of 
receipts each month or looking at a single 
statement? The paper trails don’t give you 
more security than this.” 

That’s the conclusion of the University of 
Toronto as well. Director of purchasing ser- 
vices Mike Ferraro has introduced a similar 
program using credit cards for faculty and 
staff members, the result of a pilot project 
and agreement with the Bank of Montreal. 

Ferraro says the bank supplies detailed 


reports that break down each purchase by 


department, individual and vendor. The 
reports provide both a high level of security 
and insights into the procurement practices 
of the university. “We’ve been able to identify 
vendors we didn’t even know existed,” says 
Ferraro. “And now we’re starting to work on 
getting bulk discounts from vendors with 
whom we do a lot of business.” 

About 400 cards have been issued, each 
with a credit limit of $5,000. Ferraro expects 
they will eliminate about 50 per cent of the 
paperwork in his department by streamlin- 
ing the purchasing process of small-value 
items. He points to a recent study by the 
National Association of Purchasing Man- 
agers that found it costs about $129 to 
process an average purchase order. Ferraro 
says the simplified system will allow his 
department to concentrate on large purchases, 
where it can get the best deals possible for 


the university. 


For more information, contact Doug Smith 
at (519) 747-8616; DataCard Canada Inc. 
at (905) 629-6200; Mike Ferraro at (416) 
978-2351. 


CONFERENCES | 


March 6 & 7 

The Institute for International Research 
hosts Government Renewal: Restructuring Strate- 
gies for the Public Sector. The two-day confer- 
ence includes sessions on labour-manage- 
ment relations, empowerment and public/ 
private sector partnerships. On March 7, 
there is an optional half-day workshop. To 
be held at the Sheraton Hotel in Ottawa. For 
more information or to register, call 1-800- 
461-2398 or (416) 928-1770. 


April 5 & 6 

The Canadian Institute hosts Best Practices in 
HR Management, a two-day conference to be 
held at the Toronto Marriott Eaton Centre. 
Subjects will include the implications of re- 
engineering for your HR department. To reg- 
ister, call The Canadian Institute at (416) 
927-7936. For more information, call (416) 


927-0718. 


ANNOUNCEMENTS 


Excellence awards expanded to 

include public sector 

The National Quality Institute, a non-profit 
organization that promotes quality-driven 
innovation in Canada, has announced it is 
expanding its annual business excellence 
awards program to include categories for 
public sector organizations. The 1995 Canada 
Awards for Excellence will recognize innova- 
tion and improvement in business, govern- 
ment, education and health care. Deadlines 
for applications: April 4 for business, May 2 
for education and June | for government 
and health care. For an application form or 
more information, contact the National 
Quality Institute at 1-800-263-9648 or write 
to National Quality Institute, 360 Albert St., 
Suite 1540, Ottawa, ON, KIR 7X7. 


Reinventing Government? Appraising the National 
Performance Review. A report of the Brookings 
Institution’s Center for Public Management. 
August 1994, Washington, D.C. Author Don- 
ald F. Kettl assesses the successes and failures 
of U.S. Vice President Al Gore’s National 
Performance Review (NPR), one year after 
the implementation of the plan to reengi- 
neer the U.S. government. Kettl argues that 
NPR, in its politicized manifestation, may 
have sacrificed long-term, sustainable sav- 
ings for quick cuts. Provides an interesting 
backdrop for the restructuring approach of 
Ontario’s public sector. Available through 
the Brookings Institution, (202) 797-6000, 
US$8.95. 


Now Offices, No Offices, New Offices ... Wild Times 
in the World of Office Work. Michael Brill, archi- 
tect and president of the Buffalo Organiza- 
tion for Social and Technological Innovation 
(BOSTI), outlines several of his concepts for 
improving the efficiency of the modern office. 
Brill describes how “hotelling” and the “elec- 
tronic briefcase” will challenge old notions of 
the individual workspace. For a copy, contact 
Lisa Flood at Teknion Furniture Systems (the 
publisher), (416) 661-1577 ext. 230. 


Healing Medicare: Managing Health System Change 
the Canadian Way. Former deputy minister of 
health for Ontario Michael B. Decter delivers 
his urgent message that “it is not reform that 
will bring about the demise of Medicare but 
the absence of it.” McGilligan Books, 1994. 
Order through University of Toronto Press, 
(416) 667-7791 or 1-800-565-9523. 


You Don’t Change a Company by Memo. Change 
management consultant and Report On 
Business columnist Marti Smye outlines the 
complexities of organizational change in this 
slim, easy-to-read volume. Key Porter 
Books, 1994, $26.95. 


Seamless Government: A Practical Guide to Re- 
Engineering Government. True to its title, this 
book is filled with real-life examples of 
restructuring efforts that have worked. 
Author Russel M. Linden is quick to point 
out the obstacles in any effort to streamline 
government. Jossey-Bass Publishers, 1994. 
Order through Prentice Hall Canada, 1-800- 
465-2288. 

For a catalogue of other Jossey-Bass 
titles, call (415) 433-1767. 
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